National Ocean Service Senior Management Council

Terms of Reference

Introduction

The National Ocean Service is changing to become a more effective NOAA focus on
coastal stewardship. As part of the change, NOS needs a clear vision of where it
wants to be in the next ten years and must develop a corporate roadmap for how to
get there. A NOS Senior Management Council has been established to provide the
Assistant Administrator of NOS with advice and recommendations on NOS strate-
gic directions and priorities. Specifically, the Council will develop guidance for NOS
strategic, implementation, and operational planning; budget formulation and ex-
ecution; human and financial resource allocations; legislative issues, communica-
tions and outreach, and organizational development. The Senior Management Coun-
cil also will ensure that programs are implemented to achieve corporate NOS goals
and not simply individual program or Line Office goals. The Assistant Administra-
tor is responsible for all final decisions.

This document describes the principles by which the Senior Management Council
will operate; the Council’s roles and responsibilities; the process for
decisionmaking, including issues requiring the Council’s consideration; and
recommends the composition of and procedures for the Council.

Operating
Principles

These Terms of Reference will be
reviewed by the Senior Manage-
ment Council at a minimum of
twelve months after initiation
so that recommendations for
improvement can be provided to
the Assistant Administrator.

o

)

The Senior Management Council will operate under the following prin-
ciples:

Management
* Operate with a NOS and NOAA corporate view and ensure that

all communications foster a corporate image.

» Work toward a shared vision and values; an understanding of and
commitment to NOAA's coastal stewardship mission throughout
the organization.

* Foster accountability at all levels within NOS and ensure flexibility
to accommodate changing priorities, resources, legal mandates, and
technologies.

¢ Ensure and maintain excellence in NOS products and services and
encourage and reward innovation that increases our effectiveness
in science, service, and management activities.

Planning
* Encourage activities that achieve multiple strategic and organiza-

tional goals.
* Seek opportunities through internal and external partnerships to

leverage capabilities and resources, and to transfer technology.

e Provide programmatic stability to sustain high priority, on-going
activities and cultivate new strategic initiatives that will result in
maximum benefits to the nation.

¢ Ensure proper investment among NOS’s mission programs and bal-
ance among operational programs, research, and infrastructure.

* Ensure and maintain balance between short and long-term research
to improve NOAA's products and services.

* Design and plan programs in coordination with broad constituen-
cies and keep them well informed of NOS’s programs, products,
and services.

Communications

* Maintain effective “top-down” and “bottom-up” communications
to fully inform and engage all NOS employees.
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* Encourage cross-program communication and cooperation within

NOS and NOAA to effectively use personnel and financial resources
to achieve joint objectives and to eliminate redundancy.

* Seek to transfer sound scientific information to the public; and be-
tween scientists and managers/ policy makers to ensure that the sci-
ence needs of management programs are met.

Human Resource Development
e Foster recruitment and development of a diverse, world-class

workforce and foster mutual trust and respect among employees.

Roles and
Responsibilities

The Senior Management Council will advise the Assistant Administrator and
develop guidance for NOS line offices regarding:

Planning and Evaluation

* NOAA Strategic Planning and NOS Strategic and Implementation
Planning

* 5-Year Implementation Plans for relevant NOAA Strategic Goals
(e.g., SHC, PSN, BSE RPS, AST)

¢ Setting NOS strategic goals and objectives

* Key actions to achieve NOS goals and objectives

* NOS Annual Operating Plans that conform to strategic goals, objec-
tives, and priorities

* Priorities for base programs and new initiatives (budget increases)
for input to the 5-year implementation planning and budget formula-
tion processes

* Evaluation of program performance for results, consistency with
existing plans, effectiveness, efficiency, and customer/ constituent
satisfaction

¢ Integration of activities across NOS programs and with other NOAA
programs (e.g., international activities, other strategic planning teams
and program offices)

Transition
¢ Transition Planning to implement NOS corporate goals and objectives
¢ Evaluation of policies and protocols for transition programs
¢ Coordination between NOS planning and transition activities

Budget
* Formulation of future budget requests

¢ Appropriations strategy
¢ Current fiscal year budget execution

Resource Allocation
¢ FTE allocation process
* NOS/NOAA overhead and reprogramming
¢ Information technology
¢ Investment and balance among operational programs, science, and
infrastructure needs

Legislative Issues
* NOS fiscal year legislative agenda
* Reauthorization of NOS-administered laws
¢ Authorizing legislation for NOS programs
* Other relevant legislation
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Process for
Decisionmaking

Communications, Outreach, and Corporate Image

¢ Constituent and customer input and feedback on NOS strategic
planning, products, and services
* Effective internal and external communications throughout NOS

Human, Organization, and Culture Development
* Development of necessary staff capabilities through training,
education, and cross-program exchanges

The Senior Management Council will meet as often as weekly throughout
the year to discuss issues related to the roles and responsibilities described
previously. The Council may create task teams to perform specific activi-
ties, such as collecting, synthesizing, and organizing information on
particular topics. The Council also may rely on staff support to help
organize information prepared by transition task teams, planning teams,
and program offices. Senior Management Council members will review
pertinent information, provide specific recommendations on a collegial
basis, and ensure that recommendations are clearly presented to the
Assistant Administrator for a decision. If consensus cannot be reached on
specific issues, dissenting opinions will be presented to the Assistant
Administrator for consideration.

The Council will have a written briefing memorandum prepared that
outlines the issues, criteria considered, recommendations, and when a final
decision is needed. Once the Assistant Administrator makes a final
decision, the Council will be responsible for any follow-up actions, e.g.,
directing designated staff or task teams to prepare guidance or memoran-
dums and distributing them to the appropriate parties, as necessary.

Budget Planning
& Formulation
Activities

There are a series of annual budget formulation and planning milestones
that must be met for the Administration to submit a budget to Congress in
February for the upcoming Fiscal Year. Some of these milestones will require
full Senior Management Council involvement and are described and charted
(Figure 1). In addition, other decisions about target allowances, overheads,
Annual Operating Plans, etc., are required prior to the start of a given Fiscal
Year. These decisions may also trigger involvement of the Council.

Planning and Budget Formulation Process
Shortly after receiving an appropriation for the current fiscal year (FY X —

e.g., 1998) and the OMB “passback” of the next fiscal year proposed (FY X+1
—e.g., 1999) budget in late November, the NOS Assistant Administrator will
convene the Senior Management Council to initiate the planning process for
the following fiscal year (FY X+2—e.g., 2000). Using the best information
available, including (but not limited to) DOC, NOAA, and NOS strategic
plans and known Presidential priorities, the Council will consider the status
of NOS programs, the national need for the NOS services, input and support
from constituency groups, and any other information to identify NOS pri-
orities for the new budget cycle and how the priorities will be “championed”
within the NOAA budget formulation and planning process (e.g., by Line
Office, Strategic Teams, etc.).

The decisions from this meeting should include, at minimum, the following:

1. NOS program priorities for the upcoming budget cycle;
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2. Assignments for Strategic Team leads and other staff for the
preparation of budget narratives, funding profiles for the year in
question, and outyears;

3. Schedule/ plan for constituency interaction and outreach.

The rest of the planning cycle begins officially when NOAA passes Depart-
ment of Commerce guidance to the Strategic Planning Teams and Line Of-
fices, usually in late January or early February for the preparation of the
NOAA budget, which is submitted to the Department of Commerce in June
of the same year. The milestones in the process are shown in the time line
(Figure 1). These points in the planning calendar may require convening of
the Council, but at a minimum the Assistant Administrator will need to com-
municate with the Line Office directors by voice or e-mail on the status of
decisions.

Budget Execution and Annual Operating Plan

Another area requiring Senior Management Council involvement is deci-
sions on budget execution. Critical decision points are shown on the time
line diagram (Figure 1). Usually in August, before the beginning of the next
Fiscal Year, target allowances are provided to NOS by the NOAA Budget
Office. NOS allocates funds to the Line Offices based on prior year distribu-
tions and overhead rates. The NOS Assistant Administrator will convene a
Council Meeting to review and discuss any arguments for or against the
budget execution procedure.

When Congress passes the appropriation for the upcoming Fiscal Year, the
NOS Assistant Administrator will communicate any changes in funding al-
locations specified in the appropriation. This communication may involve
convening the Council or may be handled by voice or e-mail.

The preparation of the NOS Annual Operating Plan (AOP) also will require
the involvement of the Senior Management Council. Review and coordina-
tion of performance measures, milestones, etc. between the programmatic
components of the Strategic Goals and the Line Offices will be necessary to
ensure consistency and integration. NOAA requires implementation of the
AQP prior to the beginning of the Fiscal Year. The Council will convene no
later than August on AOP matters, but may choose to look at AOP issues
earlier in the year. Changes in AOP performance measures and milestones
during a given fiscal year may require advice from the Council.

Annual Operating Plan Implementation
A critical component of the planning process is the evaluation of the perfor-

mance of current year activities. An understanding of program successes
and problems is fundamental to preparing for outyear activities. To meet
this need, the Senior Management Council will convene to conduct quar-
terly reviews of the current year's AOP. The Council will discuss overhead
and allocation issues and make adjustments as necessary.

Legislative Agenda for NOS Programs

NOS programs may require changes in authorizing and appropriating legis-
lation, as well as special legislation. The Council will consider legislative
agenda items in the Fall prior to the beginning of the legislative year, to iden-
tify requirements and plan strategies for Congressional staff and constitu-
ency briefings.
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Other Senior Management Council Issues
Other triggers for Council action include personnel policy issues (e.g., FTE

downsizing), space allocation issues, urgent funding allocation problems,
issues related to internal and external communications, NOS corporate
image and outreach activities, development of human resources, and
evolution of the NOS corporate culture.

Coun Cil The Senior Management Council is composed of the NOS Assistant Admin-
istrator, the NOS Deputy Assistant Administrator, NOS Line Office direc-

Memb erShiP & tors, the Chief of NOS Management and Budget, and the Director of the NOS
International Programs Office. When appropriate, “advisory” members may

Procedures be included to represent pertinent issues, such as the Legislative Agenda,
NOAA Strategic Themes, etc.

The Council will operate directly under the guidance of the Assistant Ad-
ministrator, who will be the Chair. The Chair will be responsible for schedul-
ing and facilitating all Council meetings and activities. In the absence of the
Assistant Administrator, the Deputy Assistant Administrator will chair Coun-
cil meetings.

The Council may create task teams as required. Task teams may be chaired
by a member of the Council, and will include members who have knowl-
edge, skills, and expertise related to the specific issue to be addressed. Task
teams will be responsible for collecting and organizing information for the
Senior Management Council. This includes generating reports and other
materials that may contain recommendations for the Council to consider. The
task teams will provide regular updates to the Council on their progress, as
required.

Staff support will be assigned to the Senior Management Council to help
prepare information for the Council’s consideration, record proceedings,
and prepare necessary documents.
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Figure 1. Topics for consideration and time frame for decisions.
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